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14 Mey 1952 


PERSONNEL DIRECTOR MEMORANDUM NO. 27252 


SUBJECT: 3952 ANNUAL CONFERENCE OF THE SOCIETY FOR PERSONNEL 
ADMINIS TRATION 


The annual conference of the Society for Personnel Administra- 
tion was held 1 and.2 May in Washington. The general theme of the 
conferance was, "The Public’s Interest in Public Personnel Administra- 
tion." A general session was held in the morning and specific aspecte 
of the topic of the general session ware reviewed at panel discussions 
in the afternoon. Resumes of those discussions which are of particular 
interest to our Agency, as reported by members of the Personnel Studies 
Staff, ara attached for your information. 


_ GEORGE E. MELCON 
Personnel Direster 
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GENERAL OPENING SESSION: Looking into the QaldePish Boul. 


Harold H. Leich, Vice President of the Society amd Chairnan <f 
this sessicn, cpened the conference with a brief welcoming addresa in 
which he mentiaued that there had been a substantial inorease in 
meabership during the lest year. Mesbere of the Scefety now nusber 
over 2000 ani three field chapters have recently been establishad. 


A. The iret speaker in this session was the Honorable 
BROOKS HAYS, Member of Congress from Arkansan, who, a8 a Congressman 
looking into the gold-fish bewl, sees as important the following pointer 


i. Am important element of good administration ty the attituie 
of the administrater toward the legislature and his relationships with 
the members cf Congress. Congress must be the interpreter of the ex 
ecutive’s actions to the publiie, It is the buffer or go-betwesn of the 
people ani the exsceutive branch. ‘This fact tends to be oversuphasiaed 
by Congress while 1¢ is minimised by the administre ° 


2. An important corollary of this point 4e that the administra~ 
tion must have the proper attituie towards the waves of ezcaomy instituted 
C 


people, but the exsoutive is in a better position to do sensthing about 
it. While ft is a matural desire on the part of administrators te @xe= 
tend and implement their programs to the fullest extent possible, 1¢ 

is also necessary to realisa that we can’t provide everything for every- 


3. The necessity for a leng range view of desirable Objectives 
ie pert of the overall need, on the pert of both legisiatars anil ad. 
ministraters, for a perspective that will fit the small segnent of effort 
inte ite proper place in relation to the total effort and the total needs 
of the people of the world. This need of vision is coupled with the need 
for a sincere desire to help the people of the verld, The seuss of ade 
venture and the thrill of helping people that motivates the ener patie 
and dedicated initiation of a new program or activity must somehow be 
retained as the program develops and becomes the more routine matter ef 
enforcing or carrying cut legislation. - 3 


4. The Congressman mst open hie eyes more widely and in so 
doing project himself onto the problems of the edninistrator. The 
administrator, on the other hand, sus% be more tolerant toward Congrsss— 
mon, and not expect, them to be experts. 
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Be Mr. Clem J. Randiau, Directer, Radio Station WHEW, and formar. 
ly Vio President, U. P., speaking as « citisen leaking into the gold 
fish bowl, sees the following strengths and weakness in public persommel 
adninistration: 


1. The outstanding wealmess of the Civil Service is the 
eppeais system wheraby you can’t get rid of the "drones" in government. 
It is se much easier to transfer an inefficient worker te another 'g 
payroll than to go through the three or four meaths prooadure ef getting 
rid of him entirely 80 few are actually separated. 


; 2. The standardised goverment jargon that pervades every 
government office and precludes tha possitility of comprehension by the 
businessman who may come into goverment for a six or eight masths? 
tour of duty is another weakness of the administrative branch, 


C, The next speaker was the Honorable A. S. -MIKE MORRONEY, United 
States Senator from Oklahoma, who opensd his address with a few remarks 


Some of the aspeote of public perscmmae). administration that 8 
Senator sees on looking into the goldfish bowl aras 


i. The poor effects of umvise buiget cute, Many sins are 
committed in the name of econcny, but perhaps the worst are the so-called 
meat awe, across the board, cuts. 


2. 4A poor pay achedule, which is the result of an attempt to 
oversimplify the problem. As it stands now, the schedule fs too all- 
embracing. Salaries for the many Federal exployees cutside of Washington 
should be scaled to the prevailing rate of the area. This systen has been 
most successful for the blus collar workers and should be applied to 
salaried workers as welll, Another fault of the pey schedule is that 4¢- 
favors the lower grade employess at the expense of the higher, a situation 
which the last pay boost did nothing to corrsst. — 


= 2 @ 
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| 3. There ts need of a better promotion system. The best men 
leave the government becawe of lack of recegnition fren within, These 
vho remain are, for the most part, those whe do wot have the oppertunity 
to leave. 


| de A good aspect of the Civil Service is that it is a career 
service. - ; 


, Senator Monroney closed his address with a “commercial” for the 
Glean Government Bill, in which it 1s proposed that a blu: ribbon" Civil 
Service be set up in the Bureau of Internal Revame, Thera is a great 
need to restore public confidence in the Bureay, and this bil] might be 
a step in that direction by inevlating it against: political intervention. 
This program would put an incentive system in the goverment service. 
There would be faster promotions, especially for the young men, who are 
apt to become discouraged when they find that their chanese for getting 
ahead are bilccked and that they must wit for sare aged incumbent te 
either dio or retire. The application of this systen vould require a 
‘flexible Civil Service Coamission which vould recognize the differences 
amcng the employees of different agencies ani wold permit the hand 
tailoring of the progrem to fit agency needs. As adninistrates of this 
“blue ribbon" service theredould be a special assistant to the 
Conmissicn who would be in charga of personne). eatters in the Bureau of 
Zaterne) Revenue and who vould be equal in rank to the top level in the 
Coamiss Ne : 


D. The closing addresa of the cpueins session vas delivered by the 
Honorable ROBERT RAMSPECK, Chairman, United States Civil Servica Commission. 
Commissioner Ramepeck opened his remarks by steting that there is a need 
for the public to become better acquainted with the government vorker 

emi his work, since better public understanding and euppert are essential 
for better government. As ono locking out from within the goldfish bewl, 
the Commissioner sees the Civil Sarvice Commission providing leadership 

in the improvement of public personnel administration, in the fcllowing 
ways 8 


1. Extension of the antivities of the Expert Examiners to the 
field. ; 


2. Expansion of the Executive Developnent Programa. 


3. Expansion of the Career Development Program (formerly 
Administrative Intern Program) 


4. Emphasie on the conservation of manpower and ocoperation 
with the Bureau of the Budget in the preparation of Ciroula: 44 whieh 
pointe out how manpower may be canserved, 


a 
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Se Antivities of the Inspection Division of the Comission 
which gives the various agencies many comtructive Suggestions and aide 
them im solving their prebless. 


A mmber of the measures which would aid in effective perecene] 
administration in the Federal Service are dependent upon the legislature. 
The following are listed as the legislative goals sought by the com 
mission in the interest of better management: 


1. Revision or repeal of the Whitten anenduent restricting 
promotions. 


2. Elimination of the leave accumulation ban rider. 


3- Retirement legislation and adequate appropriations by 
Congress to insure the integrity of the retirement fund aud at the same 
time give esployees maximum coverage. 


4. Passage of the Federal Personnel Recruitment Act, whieh 
would decentralise reeruitment by delegating responsibility for the 
performance of this fimection to the agencies. 


S. Change in legislation limiting the number of persoanel 
people in agencies. The needs of agencies for personnel workers vary with 
the point in tine ami the activities of the agency, as well as the 
mumber of people in the agemy. 


In addition to the above changes, Commissioner Renspeck propesed 
that a top-flight management expert — probably from private industry «. 
be empleyed by the Government at a salary of arcund $50,000.00 a year 
to stimilate management efforts. in Pedere? agensies, This person should 
serve on the President's staff and should be responsible for the 
modernization and streamlining of Government management practices. To 
supplemant the work of thie man there should be a "career businoss 
pp after each department and agensy, who would be directly under the 
agoncy e 


yo 
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Timreday, 1 May 1952 
Subject? HETTSR GOVERNMENT THROUGH BETTER PEOPLE 


PANEL DISCUSSION As — en Compete Suasessfully for Superior 
eopile 


PANEL 


Chairmans JAMES M. MITCHELL, U. S. Civil. Service Commissioner 


ALBERT J. CAREY, Asst. Deputy Administrator, alam Requirenente 
Deferse Preduction Administra 


VERNON D. NORTHROP, Administrative Assistent Searetary, Departsent of 
Labor. 


LEONARD W. VAUGHAN, Personnel Director, George Washington University. 
KENNETH 0, WARNER, Direstor, Civil Service Assembly of the United States 
and Caneda 


DISCUSS YON 


At the cuteet, it was generally agreeti that ths Federal 
Government could not compote, paywise with private industry, far the | 
services individuals. 


The Federal Government can counterbalance this facta: to a 
Large extent by concentrating on influencing the jed decisions of 
penal ps individuels by the following methods suggested by the panals 


I Arrange to have the public schools incorporate in thoir 
civics courses details of the work porformed by key personnel 
in specific Depertments of the Federal Government. Such de= 
taiis showld be presented in sush a menner as to arouse the: 
interest of prospective applicants for such jobs, 


TI Establish better public relations with colleges and unie 
wersities by: 


A. Covering them on a year-round basis with ecepetent re- 
cruitment perscanel. 


B. phhsfeces the professors with a more thorough knowledge of 
the opportunities offered by «a career with the Federal. 
Government, by a more extensive use of the’r services cn a 
paid censultant basis. 
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C. Cover all conferences of College Placement Officers with 
qualified perpennel in order to becoms persomally as. 
quainted with those officers and their am unique piace- 
ment problems. 


DB, Sell the heads of colleges and universities on tae 
‘a vital need for superior persons, 


IIE Contact prospective college candidates at least by their 
junior year in order to provide personal guidance end advice 
throughout the remainder of their college year. 


IV Arrange with private industry a program for the mutual ex= 
change of both potential and acwtal key perscenel so that 
both Governnent and industry may have a greater undars tending 
of the other's spesial probleas. 


V_ Frovide a more flexible system of persomel selection fer the 
more important positions in the various Departments of the 
Goverment, 


VI Put into effect a vastly inoreased training program vor 
Government employees in order to provide a pool of trainad 
personnel ready to take over key jobs. 


VII Organise a public relations progrem aimed at informing the 


general public about the vital roles performed by koy men 
in the various Departments. 
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Thuraday, 1 May 1952 
Subject: BETTER GOVERNMENT THROUGH BETTSR PEOPLE 


PANEL DISCUSSION Bs How Can Government Motivate and Rewerd Superior 
Perfermance? 


FANE 


Chairmans ARTHUR S. PLEM(ING, Asst. to the Direstor (Mampower), 
Office of Defense Mobilisation. 
‘President, Ohio Wesleyan University 


EDWIN N. MONTAGUE, Directer of Personnel, Department of State 
CHARLES F, PARKER, Organisation and Methods Exaniner, Bureau of the 
Budget 


MOTTRAM P. TORRE, Psychiatrist and Personnel Consultant, Mutual 
Security Agensy 


CHARLES CUSHMAN, Personnel Administrator, State of Rhode Island, 
President, Civil Service Assenbly of the United 
States and Canada. 


NOTE. It should probably be noted that the presense of « “rowrd" dose 
not always etimilate an individual to engage in "reward-pursuing" 
activity. If it is conceded that "reward-pursuing" activity is bapically 
"need-satisfying" activity, it may be concluied that it is the existence 
of a "need" rather than tho presence of a “reward" which spurs the | 
individual to oe Hence, the task would appyar to be, first of all, 
to ragoenss o basic peede of the Government employee (probably sush 
needs sre not unlike those for non-Governnent employee); sescndly, 
Adentify the rewards which will satisfy those neods, and; third, mke the 
reverds aocengibie to the Govarnuent employes. 


DISCUSSION. 


It was suggested at the beginning of the session that the members 
of the panel direst their attention to the employce “on the jcb" rather 
than toward the problem of motivating citisens to seek Government exploy- 
ment. Nevertheless, some tima ws devoted to the subject of "selection" 
anit to "What motivates people to come to work for the Government?” It 
was felt that an intangible "spirit of service" provides at least a 
partial ansver to the preceding question. There is an imoreasing awarenese 
of the impertance of the Government in national and international affairs. 


Approved For Release 2002/03/22 : CIA-RDP81-00314R000200060043-9 


Approved For@elease 2002/03/22 : CIA-RDP81-003149%600200060043-9 


However, "touriem” was men¢lioned as a principal reason for entrance 
into the Foreign Service. Uni'ertuna » Foreign Service pernonnel 
usually do not da a graat deal of "touring" and, consequently, the 
turnever rate is relatively high among Foreign Service eaployocs. 


The suecess of the Junice Management Assistant and Junior 
Professional Assistant Programs was introduced as evidence that batter 
people are coming inte the Goverment. It was suggested, however, 
that the JMAfa end JPA.s are, in some respects, too select. hat is, 
they ride in on "white chargers" and acon discover that there are 
fewer oppartumities for application of their unusual talents and 
energics and fever a aia a fer rapid advancement than they had 
enticipated. 


: . Although the title of the session implied a preoscupztion with 
"euper tor" performance, the members of the pene] agresd that it must 
not ‘be inferred that "Inferior" performance will be tolerated ar go 
unnoticed. 4s one member of tho panel put it, "Every man needs a pat 
on — back, either high up or low down." 


~ On the subject of employee selestion, it was pointed out that too 

much owpliasis is being placed om readily measurable skills and too 
little on "interests" and personality factors such as emotional 
stability and maturity. It was felt that "employing highly motivated 
persomel” did not previde a particularly adequate solviion of the 
question being discussed, tut introduction af the idea led. to the 
general agreement that there is a ‘heed for much more vork in the aron 

ef "motivation testing.” 


In order for “superior” performance to be rewarded, it will first 
be necessary to define and establich "standard" parformanca. Thia dene, 
the employee mast be convimesd that superior performance will te suitably 
rewarded. If there is nothing to be gained from “deviation from the 
standard", most Governsent employees will be leath to so deviate. A 
faster to be taken into account fs the effect which auperier perfermence 
of the individual will have upon the group. It is not difficvwlt for the 
group to resent and reject the superior individual. The question of 
rewarding supericr’ employees becomes somevhat mere complex when viewed 
in thie context. The underlying mrale problem which threaten to 
manifest themselves in "border=-lince” and "teasher’s pet" cases is a 
faster to be reckoned with, 


The suggestion that "tco much security breeds complacency" wae re~ 
ceived with mixed feelings by the panc]l members and the participating 
audience. While 1t was conceded that there ia an element of truth in 
the statement, it was pointed out that a sense cf security must scsaipany 
the doing of a satisfactory job. Empleyces, ospesially these in this 
higher eshelons, often feel insecure because they have not grow into 
their jots. Understanding the job was given great cmphasis, The 


ogee 
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employee mnt be treined to do his job well and must understand exotly . 
what is expected of him. There mst be a clear-cut delineation of 
responsibility and authority and the employee must be able and “allowed” 
to see himself and his work in terms of the goals of the organisation. 
Such goale must te tangible and succees in their acshlevensat must lend 
A4teelf to scme degree of measurement. Over-all crganisatigal geale 
may te troken down ifato "division goals" and "unit goale". There mst 
be informational feedback. Each empleyce has a right to be avare of 
his sucossses as well az his failures. There must be pecitive as well 
as negative recognition. It must be sincere reaognition, No one fe 
fooled by "seft seaping." 


Inevitably, the important role of tho super\iser revolved con 
eideratile attention. Teo eften, supervisors are chosen on the basis of 
their technical competenze with little or no regard for administrative 
ability. [It was generally agrecd that the supervisor is probebly in 
the beat position to stimulate the employee to parform in a superice 
fashion, although it is only the exceptional superviser who does so. 
Why? Poor supervieery selection has been mentioned. Lack of "zotivae 
tion to motivate” 1a no doubt equally important. This fwmstien of 
supervision has not been given proper emphasis. Top management hap — 
failed to place any premium, as far as the supervisor is concerned, on 
®euployee regognitien." It was pointed out that the ability te recognize 
superior performance is as important as the performance itself. (Activa, 
not passive, recognition is meant here). This ability should be com 
. pidered at the time of supervisory selection, enosuraged, and rawrced 
by top management. 


Incentive Awards Programs did not fare too well at ths hamis of 
several members of the audience. Awards available to the ambitiow 
employee fall into three general categories, 1. 3., incentive awards, 
superior accomplishment awards, and management iuprovenent awards. 
There was no discussion of the various types of awards, as such, bit 
the audienos, many membere of which had had Mret-hand exparienes 
with programs in their ow agencies, reacted rather vehematly to the 
suggestion that the Incentive Awards Program constitutes a satisfactory 
stimilus to superice performance. It was pointed out that the statutes 
which authorise the programs are ambiguous and overlapping. Awards for 
identical service may vary widely depending upon which statute the 
award is besed. Instructians to operating officials are complicated ani 
diffioult to understand. The administration of the plan in itself tends 
to create morale problems since precessing of a suggestion or recenmended 
avard usually takes so much time that the employse begomes impatient and 
hestile and tends to lose any vestige of faith iu the program. In sce 
instances, the program tend to be paternalistis. Im a case cited, an 
agency pericdically requests ite supervisors to submit the namas of 
employees who deserve to be rewarded for superiar performances, It is 
then nesessary for the supenisor to "pick" an emolayee whose work has 
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been “somewhat better" than the work of the other employees. Hatwrally, 
this situation leads to resentzent on the pert of the employees who ere 
not chosen for the award. It seens doubtful whether the advartages ef 
recognizing the work of a single employee outweighs, in thia situation, 
the disadvantages of failing to recognise the others. 


The “performance rating" also received attention, but did act stand 
up mach better than did the Incentive Awards Programs, It was quickly 
pointed out thet the performance Rating Act of 1950 is mash better 
known for what it "undid" than for what it "did". Presumably, em 
ployees will strive for a rating of "Outetanding", but the existing law, 
with the help of the Civil Service Commission Rezulations, requires 
such a complicated and time-consuming presedure incident to giving 
this rating that few supervisors are prone to involve themselves in it. 
Yt was also pointed out that only a superhuman exployes could qualify 
for the award in the first place. 


Adequate use is not being mide of the tools at our 
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Subject: 
PANEL DISCUSSION C: ~ Does Goverment Need a Career Exacutive Pool? 


EANEL 


Chairman: John J. Corson, MeKinsey and Company, Managemont 
Consultants. 


G. Lyle pespe ds Assistant Administrator for Industry 
visery Comittee, National Production 
poe eourt i 


Harold Stein, Direstar, Camnittes on Public Ad- 
ministration Cases. 


lather C. Steward, President, National Federation of 
Federal Euployees. 


Earl P. aad! Director of Executive Development, 
. Civil Service Commission. — 


DISCUBS TON 


. The firet question to be answered is how many executives are needed 
each year? For purposes of this discussion, executives will be co» 
sidered as those in grades 05-14 and ahove. There are the following 
numbers serving under the Classification Ast in those grades oat the 
pregent timet 


GS224 7,050 
GSa5 3,168 
GS-16 

GS-17 218 
GS-18 pean: -} 
Total ae) pQtd 


About one half of one percent of the total number of Federal an 
ployees fall in this category. ‘The replacement rate in these positions 
is about 12 per cent a ycar, considering only complete separations and 
dieregarding transfers. This means that there mst be an intake of 
about 2300 executives exch year. This turnover rate, while not high 
compared with industry, is « reel incentive in government. It is a 
healthy thing in that ft means a periodic injection of now beaing end 
new ideas, Hovever, there is a definite need fer a new method of 

planning for replacement of top executive talent. In the past thie has 
been left too moh to chance. A promotion was eanght like the itch in 
school = by sitting next to it, 


ela 
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There is a great variation in the characteristios necded by 
different agensies for their top executive jobe. This difference 
is not so mich between the olasnified service ard appointments sinsa 
there is a strong movement upward as mere and mere appointments tend 
to be made from within the career service; These needs are cecasioned 
more by the nature of the agency, as, for example, a different set of 
talents are needed ty a Secretary of State from those required by an 
administrater in the FEPC. 


Needs wary in time. In the beginning of the life of an agemsy cr 
program there are needed people of great initiative and vision, and 
possibly persons cf great peraonal Prestige, whereas, when the 
administration of the law or statute tesones more routine, these quali fi. 
@ations may not be needed to the same extent that they originally vere. 


As part of a plan for Preparing for a supply of operating execu. 
tives, there must be an overall program for evaluation, a constant 
search for "promotables" and a program which wil’! give them an op- 


the way of "promotables" inside the government, then to begin Jleoking 
for the neosesary qualifications on the cutside, While it is undeubted~ 
ly true that there may be a series of exssutive jebs fer which the carear 
Program dces not logically prepare people, there is also a deatied 
overstatement of the mead for technical knowledge. This spesdii, 
knowledge can be limited to a few in the orgenisation rather thes having 
a whole complement of executives with oemplete technical knowl, ° , 


This secend phase is healthy and normal and should take the form.of a 
Gonstant interchanges of executive talent across agency lines. It is 
present to a great extent in industry. 


There are many problems 4n working out a progras of horisontal 
movement. The first problem is enticing people already in the top 
grades away fron their present Job into anether which may bo in a new 
temporary agency, or even in a supposedly pernanent agency or progres. 
Their reluctance is understandable, The new agency may fight a losing 
battle for survival, the job at the old agenay my be no longer available, 
ami the person will be in the unscafortable position of being forced to 
turn to hie friends for help in finding a suitebie opening. 
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Subjest: DEVELOPOW A SCIENCE OF MANAGING PEOPLE 
PANEL DISCUSSION B: How to Apply Persennel Research Finiings 


| FANEL 
Chairman: HERBERT gE. EVANS » Vice President - Persommel, Farm Bureau 
: Insurance Companies. 


FAUL Dd. BANNING, Chief Disbursing Officer, U. S. 
Treasury Department. 


_ RALYH D. , BRETT, Technical Direstor, Naval Ordnance 
i Laboratery. 


MERIDETH P, CRAWFORD, Director, Human Resources Office, 
Department of the Army. 


MILTON HALL, Asaistant Direstor of Personnel, Federal 
Security Agensy. 


DISCUSS ION 


Application of personnel research findings is, at the present 
time, more difficult than most personnel teshnicians realise. The 
difficulty appears to stem from the fact that the average operating 
official does not have the time ar facility to ferret cut weful in- 
formation from the bulk of personnel research material which passes 
aoress his desk; the findings are too wague and theoretical ani 
couched in the language of the research analyst rather than in term 
easily understood and useful to the operating official; the research 
= = often based cn an “ivory tower" analysis of operation problems; re- 

earch findings often conflict with the besic mores or the operating 
offiesal (e. go» women are as capable as men) and have little chance 
of practical application. 


If researeh is going to be of any value to tho operating official, 
the researsh analyst must come down cut of his tower and work directly 
with and in the situation in which his findings are to be applied. The 
young Ph. D. mst set aside his "theory" and examine the prantical 
aspecte of the situation. This is true in personnel research where it 
is not necessarily the case when dealing with "things" rather than with 
"people." The one is too cften mistaken for the cther. Parsenvel re~ 
search performed in an operating situation is further complicated by 
the need but lack of opportunity for adequate centro] in the situation 
under stady. During World Wer II, the Department of tho Army was able to 
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wake substantial progrese in many areas ef personnel] rescareh because 
at thet time there was an opportimity to work with groups of atetica 
tioally significant sise in more or leas somtrolied situations. This 
eppertunity does not presmt itself tao often, however. 


Persommel research isuswally valid when applicable te groupe, 
tut begins to lose ite validity and value, es far an operating people 
are concerned, when the need arises to apply the findings to an in- 
dividual caso. What is true of “Administrative Assistenta"” in 
general, my be of little worth in dealing with Jehn Dos, a "yerticular" 
Administrative Assistant. 


It was felt that either (1) the research man must tranusinte hie 
findings inte terms which will be useful to the operating official or 
(2) the operating must educate himself in the "Jargon" of the revoarch 
group. A solution will provebly require a tetter wterstanding and 
appreciation by both groups of the vork of the ether, Better use of 
staff men by operating officials was suggested as another meare of 
Ureaching the gap. The effective staff aid should separate tha wheet 
from the chaff and present. the useful personnal xesearch mterial to 
his chief? in a form which will be readily unierstecd. 
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A program must be developed under the guidance of the Ciyi2, 
Service Comission whereby 


Ll, Executive talent will be identified. 

2. This talent will then be trained and developed. 

3. This talent will be know throughout the Pederal 
establishment and there will be a wide chances far 
novenant. 

4 There will premeticn an& movement across agency 
lines to a mich greater extent than there fis now. 

3. Salaries should be pafd between agsignmants or in 
the periods when a perecn is in the process of 
transfer from cue agency to another. 

6. There should be immunity from redvetion in forces. 

7. This poliey should apply to overseas personnel es wali. 


A program like this would have to work both ways. If the govern 
ment is going to provide all. of these benefits to these people, thare 
must be some guarantee that when an emergency arises and ec certain 
type of talent is neoded in a certain Place the person whe porsessor 
the type of talent needed will be available. Ina other words, Ctm= 
plete mobility in service depends Upon, the acceptanse of government 
employment without reservation. It implies a fesal point from which 
executives are dispatched to all points of the world, whonsver and 
Wherever the need arises. Thore night be adiffioulties involved in 
finding people who were Willing te accept such tWrecndition:l exploy~ 
ment. However, the advanteges would be consideruhle to an indivicwal 


gh 
caliber executive talent. Such a systen works wry satisfactorily 
for the British, who have a oantral cere of “established” civil servants 
whose tenure is absolutely secure, but who accept. employment uscendi- 
tionally. We have such « "career corps" in the Foreign Ecrvice, s© even 
for us the expansion of this idea te include the entire Federal Govan 
ment would not be without precedent. 


Closing Session: 
Address: Frances Perkine, U. S. Civil Servise Commissioner 
"A Eublic Service Reavopeihle to the Publig" 


Perscnnel management mist be considered an art rathex then an exact 
science, because you are dealing with people and "people" implies 


individuals. Individuals cannot be successfully measured in every respect, 


or their behavior predicted, Therefore, people as individuals, cannot 
be managed by a set of rules and regulations whieh will cover 
exigency, but must bo trained and managed through contact with other 
People, by example, and by presept, Unfortumately, the trend far ths 
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iast several desades has been to do everything secording to regulation. 
Administrators spend hours drafting the exact wording of a new set 

of rules, ani lose sight of the fact that this one set of rules is 
attempting to cover the behavier and the reasenn behind the behavicr, 
of large numbera of individuals who differ from each ether in as mny 


WayBe 


Somehow wa must provide for greater delegation of authority. 
Different people approach a problem differently. If we chooses good, 
intelligent people who know the overall objectives of a program, 
ban RA 2 aly Relies Qh fi oe ee, : « f exateds y ; Cie aly ( 


mR PH 


2093) 


aise : Bie 


HL ance EER aca Coen EEE Ot, SE cil ie oe cS haa END EO. EM , 
hoot for them. It would probably be more efficient and etfestive 
in the ong rup then trying te feroe them to operate along set Lincs 
that may be at complete variance with their most effective ways of 
working. . ; 


This attempt om the part of personnel administrators to Nit the 
same shoe to several million feet is only another symptom of the pra~ 
wailing iliness of cur times — the passing of iadividuality. Thera 
are other indications: ‘the uniformity of dress, of taste in 
entertainment and literatwre, and sven of gees emi ideas of vhat 
constitutes success. People eat, drink, weer, and even think, the 
sane ‘things, 


One of the more insidiovs forms of this disease 4s tha applica. 
tion of the rule "everybody does it” to activities, This atens in 
part from the lack of any attempt on the part of cur achvol evetems 
and institutions of higher education to teach yemg people te 
distinguish between right and wrong. In the absonce of any better 
pag vila the culy meaoure people are left with is what other people 
are © : 


Cur strength as a nation, our inventive genius and ingenuity, 
eame from a differentiation of people. The end product of this trend 
Lie er ee eee toeakdew ar mass 
medicerity. 


Scmahow wa must get the best people in government. ‘To do this we 
must develop fer ourselves new teshniques to ald ws in the estimate of 
character. Perhaps if we convinces the sdusaters that strongth of 
character is a marketable comncdity, they will Ultimately put 16 back 
in the curriculum. 


c 


oho 


Approved For Release 2002/03/22 : CIA-RDP81-00314R000200060043-9 


